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INTRODUCTION 

fphe  purpose  of  this  paper  .is  to  study  the  -Feasibility 
of  assigning  ?n  chaplains  in  a  division  to  the  Division 
Headquarters  and  Headquarters  Company.   Operating  out  of  a 
Division  Chaplain  Section,  the  chap]  a  in  s  would  be  under  the 
operational  control  (OPCON)  of  the  division  chaplain  to 
support  the  division  mission. 

Doctrine  has  been  in  a  state  of  fluxion  for  a  number  of 
ypar^  as  it  has  endeavored  to  resolve  the  thorny  problem  of 
providing  adequate  religious  coverage  through  more  effective 
chaplain  utilization.   This  is  demonstrated  by  the  confusion 
present  in  current  doctrine. 

The  pros  and  cons  of  this  problem  indicate  that  there 
are  attractive  operational  gains  for  both  the  dissenters  and 
advocates  of  centralized  control.   A  concluding  recommendation 
will  be  offered  a-Fter  studying  existent  doctrine  and  practice, 
and  a  ^onsidera-t-io"  of  the  response  from  current  division 
chaplains  to  the  sta+-e^  proposal. 
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I.   DOCTRINAL  DISCUSSION 

Department  of  the  Army  published  in  December  1967  a 
revision  of  The  Chaplain  outlining  a  new  area  of  responsibility 
for  the  division  chaplain.  This  new  area  of  responsibility 
was  in  fact  a  new  concept  which  deeded  the  supervisory  chaplain 
operational  control  [italics  mine/  over  his  subordinate 
chaplains.  This  concept  permeated  the  revised  field  manual 
granting  supervisory  chaplains  operational  control  in  many 
areas,  for  instance,  "the  battalion  chaplains  are  supervised 
and  operationally  controlled  by  the  brigade  staff  chaplain  to 
the  degree  desired  by  the  commander."   Another  example  reads, 
"under  certain  emergency  conditions,  and  with  the  commander's 
consent,  the  plans  Mcontingencyj  may  grant  the  division 
chaplain  temporary  operational  control  of  division  chaplain 
personnel."2  Operational  control  is  not  granted  in  the  cross- 
reference  cited.  Therein,  The  Division  states  "the  nature  and 
extent  of  his  supervision  will  depend  on  the  desires  of  the 
commander,  the  situation,  and  the  number  and  denominations  of 
chaplains  available."3  This  careful  delineation  indicates 


department  of  the  Army,  The  Chaplain,  Field  Manual  No. 
16-5  (1967),  p.  44. 

^Ibid.,  p.  45. 

department  of  the  Army,  The  Division.  Field  Manual  No. 
61-100  (1968),  p. 5-12. 
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that  operational  control  remains  entirely  with  the  division 
commander  and  not  the  division  chaplain. 

A  second  concept  introduced  into  doctrine  by  The  Chaplain 
is  the  concept  of  a  division  chaplain  section.  This  is  a 
subtle  innovation  which  appears  to  semantically  enlarge  the 
division  chaplain's  office  into  a  section.  This  organizational 
modification  was  worded  as,  "the  division  chaplain  section  is 
assigned  to  the  administration  company  but  is  normally  located 
in  the  area  of  division  headquarters  main  (FM  61-100 )."   A 
search  of  the  cross-reference  cited  finds  no  provision  for  a 
division  chaplain  section,  much  less  a  provision  for  the  lodging 

of  personnel  within  that  section  in  the  administrative  company. 
The  Division  infers  that  the  chaplain  is  a  member  of  the  special 
staff  as  an  individual.  Figure  2-1,  "Division  Staff,  indicates 
in  the  second  footnote  that  chaplain  support  is  received  from 

••personnel  furnished  from  units  other  than  division  headquarters 

5 
and  headquarters  company." 

Changes  to  The  Chaplain  rectified  the  amplification  of 

the  division  chaplain's  responsibilities.  -Operational  control 

of"  was  changed  to  read,  "responsibility  for  assignment  of  tasks 

for."6  This  is  more  in  Keeping  with  the  guidelines  of 


The  Chaplain*  p.  44. 


4r 

5The  Division,  p.  2-3. 

6Department  of  the  Army,  The  Chaplain.  Change  No.  1, 


Field  Manual  No.  16-5  (1970),  p. 17 


•  o 

the  Staff  Officers  Field  Manual  which  describe  the  chaplain's 
duties  as  being  more  advisory,  coordinating,  and  supervisory 
in  nature.  This  reference  omits  any  inference  to  operational 

control  when  describing  the  formulation  of  contingency  plans 

7 
for  chaplains. 

The  inclusion  of  a  chaplain's  section  at  division  was 
omitted  entirely  in  the  changes,  as  was  the  support  for 
personnel  assigned  to  that  section.   This  omission  brought 
The  Chaplain  more  in  line  with  the  provisions  cited  by  the 
cross-references . 

A  further  survey  of  available  doctrine  illustrates  the 

philosophy  and  practice  currently  utilized  in  the  assignment 

of  chaplains  within  the  division  and  under  the  technical 

supervision  of  the  division  chaplain.  In  reference  to  chaplain 

combat  assignments i 

.  .  .  staff  chaplains  .  .  .  divisions  .  .  .  exercise 
supervision  over  chaplains  assigned  to  subordinate  units.  All 
chaplains  are  members  of  the  staffs  of  their  respective  units 
and  are  responsible  to  their  commanders  for  the  fulfillment  of 
both  professional  and  staff  functions  as  outlined  in  AR  165-20. 
They  maintain  direct  technical  laison  with  the  staff  chanlains 
at  the  next  higher  headquarters  in  the  chain  of  command. 

Training  doctrine  continues  to  remain  consistent  with  current 

field  manuals.  This  is  evident  in  the  following  passages 


7 

Department  of  the  Army,  Staff  Officers  Field  Manuali 

Staff  Organization  and  Procedure. Field  Manual  No.  101-5  (1972), 
p.  4-16. 

a 

The  Chaplain.  Change  No.  1,  p.  3. 

The  United  States  Army  Chaplain  School,  The  Unit  Chaplain, 
Subcourse  No.  107  (1968),  p.  6-3. 
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The  majority  of  chaplains  authorized  for  the  division 
are  assigned  to,  anu   normally  operate  in,  the  subordinate 
units.  Their  collective  efforts  are  supervised  and  coordin- 
ated by  the  division  chaplain  to  provide  adequate  denomina- 
tional and  area  religious  coverage.10 

This  doctrine  does  not  establish  a  separate  chaplain 
section  vith  quartering  in  the  administrative  company  of  the 
division  as  The  Chaplain  suggested.  The  relationship  of  the 
division  chaplain  to  his  subordinates  remains  one  of  super- 
vision and  coordination. 

The  division  chaplain  supervises  and  coordinates  through 
the  senior  chaplain  at  the  brigades,  division  artillery  and  the 
support  command,  the  activity  of  all  chaplains  assigned  to  the 
division  .  .  .  .  Battalion  chaplains  in  the  brigades,  division 
artillery  and  the  support  command  are  supervised  by  the 
appropriate  staff  chaplain.11 

The  phrase,  the  division  chaplain  supervises  .  .  .  the 
activity  of  all  chaplains  assigned  to  the  division,  [j.talics  mine] 
appears  to  be  semantical  groundwork  preparing  for  a  provision 
of  operational  control.  It  may  be  an  implication  of  operational 
control  through  technical  channels.   It  is  not  recognized  as  a 
sanction  for  operational  control  through  command  channels. 
Here,  training  doctrine  is  seen  to  be  vividly  contradictory. 
One  statement  recognizes  the  subordinate  chaplain's  responsi- 
bility to  his  commander,  while  another  statement  alludes  to  a 
responsibility  to  the  division  chaplain.  Even  though  a  change 
was  made  in  The  Chaplain,  training  doctrine  still  maintains 
that  under  certain  emergency  conditions  the  division  chaplain 


in 

10Ibid.,  p.  6-9. 

11Ibid.,  p.  6-10. 
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may  formulate  contingency  plans  which  provide  for  granting 

"the  division  chaplain  temporary  operational  control  of  division 

chaplain  personnel." 

The  inconsistencies  as  discussed  to  this  point 
indicate  that  the  purpose  of  this  paper  is  both  relevant  and 
timely.  It  may  be  assumed  that  an  unsuccessful  attempt  vas 
made  in  The  Chaplain  to  initiate  implementation  of  a  chaplain's 
section  at  division  level  with  subordinate  chaplains  OPCON  to 
the  division  chaplain. 


12 
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■ 


^ 


II.   DOCTRINAL  STUDY I   CHAPLAIN  SUPPORT-75 


In  an  effort  to  update  organizational  and  operational 

doctrine  and  materiel  requirements,  the  Combat  Developments 

Command  initiated  a  study  to  develop  combat  service  support. 

The  chaplain *s  ability  to  provide  support  for  the  division *s 

mission  fell  within  the  scope  of  this  study,  entitled  Chaplain 

Support-75.  The  problem  was  stated  in  that  study  as  being  thati 

chaplains,  by  TOE  authorization,  with  committed  tactical 
elements  cannot  adequately  provide  religious  coverage  for  the 
units,  areas,  and  personnel  assigned  to  them.  3 

In  the  discussion  that  followed,  the  obstacles  to  providing 
adequate  religious  coverage  were  described  as  geography j 
dispersion  of  troops  and  units i  mission  and  size  of  unitj  degree 
of  isolation!  possibility  of  escalation?  flexibility  and  mobil- 
ity of  unit i  and  the  quantity  of  chaplains.    In  consideration 
of  these  obstacles,  the  only  variable  determinable  by  the 
Chaplain  agency  was  that  of  the  quantity  of  chaplains  available 
to  render  support  to  the  unit  mission. 

The  solution  to  the  problem  was  a  modification  of  the 
table  of  organization  and  equipment  for  the  division  (MTOE). 
This  modification  was  selective  and  modest.  The  MTOE  would 
include  the  addition  of  three  chaplain  teams  per  division  when 


United  States  Army  Combat  Developments  Command, 
Chaplain  Support-75.  Action  Control  No.  6503  (1968),  p.  3. 

14, 


Ibid.,  p.  5. 
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committed  in  combat  tinder  the  control  of  the  division  chaplain. 

In  essence,  the  study  called  for  providing  the  division  chaplain 

a  contingency  capability.  This  differs  from  the  re-organization 

proposed  by  The  Chaplain  and  is  a  compromise  offering  to  a 

present  and  demanding  problem.  The  Chaplain  Support-75  study 

also  concluded  thati 

some,  but  perhaps  not  all,  deficiencies  in  religious 
coverage  can  be  remedied  by  a  comprehensive,  authoritative  SOP/ 
coverage  plan  that  provides  the  division  chaplain  maximum 
flexibility  in  the  use  of  TOE  chaplains.  This  control  would 
impact  upon  and  improve  operative  procedures  for  religious 
coverage.16 

In  short,  grant  the  division  chaplain  operational 
control  of  all  TOE  chaplains  and  add  three  additional  chaplains 
to  the  division. 

These  conclusions  were  arrived  at  through  the  interview 
method  of  staff  and  division  chaplains  who  were  returning  from 
the  early  stages  of  the  Vietnam  war*  a  brigade  staff  study 
implementing  field  expediency  chaplain  coverage |  a  command 
letter  from  the  division  commander  on  the  field  utilization  of 

chaplains  and  surgeons)  and  an  operational  report-lessons 

17 

learned  (ORLL)  from  the  Field  Army  Staff  Chaplain. 

Current  training  doctrine  reflects  that  the  conclusions 
concerning  operational  control  are  new  only  in  that  the  point 
of  control  is  raised  one  echelon  of  command  to  the  division. 


15 


15 
16 
17 


Ibid.,  p.  6. 
Ibid.,  p.  11, 


Ibid.,  pp.  B-I-l  -  B-II-2. 
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It  was  already  inferred  in  training  doctrine  that  the  brigade 
chaplain  would  be  in  operational  control  of  battalion  chaplains. 

Chaplains  assigned  to  the  brigade  chaplain's  section 
normally  will  not  be  assigned  or  attached  to  units*  but  will 
provide  religious  coverage  as  required  by  operational  conditions, 

(a)Under  combat  conditions,  religious  coverage  will  be 
provided  for  all  assigned  and  attached  units  as  the  operational 
situation  requires.  The  brigade  chaplain  section  will  be  aug- 
mented by  attachment  of  additional  chaplains  when  more  than 
five  battalions  are  attached  to  the  brigade.18 

The  assumption  is  made  that  the  brigade  will  be  augmented  with 

additional  chaplains  when  the  number  of  maneuver  battalions 

numbers  more  than  five.  The  source  of  this  augmentation  and 

authority  for  same  is  not  approached.  It  is  self-evident  that 

clarification  of  authorization  and  responsibilities  in  the  area 

of  centralized  control  is  needed. 


18 

US  Army  Armor  School,  Command  and  Staff  Procedures. 
Common  Subjects  Subcourse  208  (1972),  p.  70. 
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III.   PRACTICAL  CONSIDERATIONS 

In  further  pursuit  of  contemporary  thinking  and  consider- 
ations, the  question  for  this  paper  was  placed  before  those  men 
currently  assigned  as  division  chaplains.  Their  response  is 
included  in  the  Appendix*  In  summary,  the  following  observa- 
tions can  be  drawn  from  their  responses. 

With  responses  from  six  division  chaplains,  five  responses 
rejected  the  idea  of  a  chaplain's  section  at  Division  Head- 
quarters and  Headquarters  Company  (HHC)  with  the  division 
chaplain  in  operational  control  of  subordinate  unit  chaplains. 
Each  of  the  chaplains  questioned  the  origin  for  logistical 
support  for  the  proposed  chaplain's  section.  A  consideration 
of  HHC  supporting  the  chaplain's  section  in  the  administrative 
company  would  necessitate  augmenting  HHC's  table  of  allowances. 
A  consideration  of  the  chaplain's  section  at  division  receiving 
support  from  subordinate  units  involves  the  practical  problem 
of  accountability  with  the  user  of  the  vehicle  being  assigned 
outside  of  the  unit  responsible  for  the  vehicle  and  other 

materiel . 

The  five  concurring  chaplains  also  saw  the  proposal  as 

one  which  denied  the  chaplain  a  sense  of  belonging  or  unit 
identity.  The  one  dissenting  voice  saw  this  same  identity  from 
the  converse  side  as  a  sense  of  ownership  on  the  chaplain  by  the 
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commander.  Three  chaplains  did  recognize  the  very  real  problem 
of  by-passing  the  brigade  and  battalion  commanders  if  this  OPCON 
plan  were  implemented.  They  also  recognized  that  presently  only 
lip  service,  and  that  even  grudgingly,  is  given  to  area  coverage. 

The  strongest  criticism  of  the  proposal  is  that  it 
stretches  the  span  of  control  to  ineffective  limits  for  the 
division  chaplain.  The  effective  span  of  control  was  given  to 
be  that  of  five  to  seven  persons  at  best.  The  proposal  would 
require  the  division  chaplain  to  control  nineteen  to  twenty-two 
chaplains  directly  and  effectively.  This  number  would  depend 
upon  division  authorization.  It  was  also  felt  that  an  upgrading 
of  control  to  the  division  level  would  remove  the  decision 
making  authority  from  the  brigade  chaplain  whose  responsibilities 
are  commensurate  with  his  rank  and  authority. 

A  strong  plus  mark  for  the  proposal  was  noticed  in  the 
area  of  providing  for  centralized  control  of  equipment.  This 
is  assuming  that  said  equipment  would  be  provided  by  Division  HHC. 

In  that  the  Chaplain  Support-75  study  was  not  available 
to  the  chaplain* s  polled,  it  was  interesting  to  read  one  letter 
as  he  suggested  a  chaplain  team  and  another  response  which 
suggested  twin  assignments,  e.g.  a  duty  assignment  and  an  alert 
mobilization  assignment.  This  was  illustrated  in  that  example 
of  a  signal  battalion  and  an  infantry  battalion  with  equal  needs 
in  garrison,  but  with  differing  needs  under  mobilization.  Under 
mobilization,  the  signal  battalion  chaplain  would  supplement 
the  needs  of  the  infantry  battalion. 

11 
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IV.   CONCLUSIONS 

The  drawbacks  of  implementing  a  plan  whereby  the  divison 
dhaplain  would  assume  operational  control  are  significant. 
Division  control  would  be  unwieldy  and  ineffective.  This  neb- 
ulous nature  of  control  would  be  aggrevated  by  the  size  of  the 
area  over  which  the  chaplains  would  be  deployed  with  their 
maneuver  units.  Tactics  would  indicate  that  the  troops  the 
chaplains  would  service  would  be  dispersed  into  even  smaller 
units  of  companies  and  platoons.  This  would  stretch  the 
division  chaplain's  control  beyond  the  outer  limits.  The 
barriers  cited  in  the  Chaplain  Support-75  study  are  justifi- 
cation for  more  chaplains  and  not  for  greater  control  of 
chaplains.  This  is  especially  relevant  when  considering  the 
point  of  control  to  be  at  a  distant  headquarters. 

The  centralization  of  operational  control  appears  to 

move  the  unit  chaplain  a  step  away  from  the  concepts  of  ident» 

ity  and  personal  concern.  The  chaplain  deals  with  human 

relationships,  both  in  the  command  and  amidst  the  troops. 

Soldiers  will  accept  religious  services  from  any  chaplain. 

However,  soldiers  and  their  commanders  prefer  ministrations  in 

crisis,  combat  and  death,  to  be  forthcoming  from  a  chaplain 

they  know.  A  chaplain  who  has  shared  a  life  together  in  the 

field  with  the  unit  they  call  home.  This  is  the  undocumentable 

value  of  having  the  unit  chaplain.  The  division  chaplain  OPCON 
12 


concept  lends  itself  to  impersonality  and  all  the  attendant 
abuses  of  impersonality  upon  the  individual  soldier.  I  feel 
that  it  is  necessary  to  concur  'with  the  chaplains  earlier 
surveyed.  The  disadvantages  outweigh  the  advantage*  of  more 
effective  area  coverage  and  freedom  from  unit  ownership,  which 
are  obtainable  in  the  OPCON  concept. 

I  would  propose  a  compromise.  There  is  a  real  and 
present  need  for  more  effective  utilization  of  chaplains  in 
combat.  Implementation  of  the  proposed  doctrine  in  the 
Chaplain  Support«-75  study  would  be  in  order.  Three  additional 
chaplain  teams  would  provide  the  division  chaplain  with  some 
teeth  to  place  into  his  contingency  plans.  This  MTOE  would 
be  implemented  only  upon  mobilization  and  would  give  the 
division  a  needed  capability.  Hand  in  hand  with  the  three 

man  chaplain  team  at  division  would  be  considered  a  version 

19 
of  twin  assignments  for  chaplains.   This  double- slotting  of 

chaplains  would  free  them  according  to  arising  priorities. 

This  would  be  under  the  technical  supervision  of  the  division 

chaplain  and  under  the  supervision  of  assigned  duties  by  the 

brigade  chaplain  at  the  discretion  of  his  commander.  This  is 

in  line  with  current  training  doctrine  stating,  with  Change  1, 

The  Chaplain t 


19 

le  ! 
16  October  1973. 


James  M.  Kennedy,  Ch  (LTC),  Division  Chaplain,  82d 
Airborne  Division  to  David  W.  Williams,  Ch  (MAJ),  New  York, 
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The  assistant  brigade  chaplains  may  be  considered  as 
battalion  chaplains  inasmuch  as  they  are  normally  located 
vith  the  subordinate  battalions  of  the  brigade.  The  assistant 
brigade  chaplains  are  supervised  and  are  assigned  duties  by 
the  brigade  staff  chaplain  to  the  degree  desired  by  the  brigade 
commander, 2° 

Control  should  remain  at  the  closest  point  of  daily 

supervision.  Assignment  of  chaplains  to  division  would  violate 

this  principle.  The  need  is  for  more  effective  religious 

coverage  in  a  combat  situation.  Consolidation  of  chaplains  at 

the  division  vith  OPCON  by  the  division  chaplain  would  not 

adeguately  meet  that  need.  It  is  my  recommendation  that  the 

aforementioned  compromise  proposal  be  viewed  as  a  way  of  meeting 

that  need. 


20, 


The  Unit  Chaplain  p.  6-8. 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS  82D  AIRBORNE  DIVISION 
FORT  BRAGG,  NORTH  CAROLINA  28307 


AFVCCH  16  October  1973 

SUBJECT:  Feasibility  of  Assigning  all  Chaplains  to  Div  Hqs 


Chaplain  David  Williams 

USACHCS 

Box  1U9 

Fort  Hamilton,  MY  112^2 


1  .  As  I  see  it,  no  fool -proof  organization  will  ever  exist  to 
adequately  cover  the  15,000  men  in  this  Division  and  therefore 
one  must  not  expect  panacea. 

2.  The  TO&E  assignments  seem  to  be  best  when  Division  is  deployed. 
However,  even  here  a  problem  exists  on  whether  to  follow  the  school 
solution  and  keep  all  chaplains  at  Brigades  or  let  them  identify  with 
a  Battalion  and  travel  with  it  regardless  of  switches  to  other  Brigades 


3.  At  the  present  time,  we  have  four  Battalions  without  a  chaplain: 
Signal,  Aviation,  Armor,  and  Air  Defense.  In  addition,  a  shortage  of 
three  to  five  chaplains,  seems  to  be  normal,  thereby  leaving  other 
Battalions  without  a  chaplain. 

U.     Area  coverage,  in  the  past,  is  usually  a  lip-service  or  paper 
organization.  Most  chaplains  figure  that  time  spent  in  area-coverage 
is  not  only  neutral  vis-a-vis  their  commander,  but  often  times  a 

negative  thing. 

£.  The  0PC0N  idea  is  an  ambitious  one.  I  think  it  would  require  two 
things : 

a.  Twin  assignments: 

(1)  The  duty  assignment. 

(2)  The  mobilization  assignment  for  alerts.  The  idea  here  is 
that  a  Battalion  in  garrison  eg  Signal  Battalion  may  need  a  chaplain  on 
an  equal  footing  with  any  other  Battalion;  at  the  same  time,  in  combat, 
the  Infantry  Battalion  would  have  a  greater  need. 
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SUBJECT:  Feasibility  of  Assigning  all  Chaplains  to  Div  Hqs 

b.  Some  system  of  logistical  support  ie  would  Div  Eqs  Co  have 
all  chaplain  jeeps,  tents,  stoves,  etc,  to  be  signed  out  to  motor 
pools  where  the  chaplain  serves  or  some  other  system? 

6.  I  would  tend  to  favor  a  modified  version  of  your  plan,  something 
like  this: 

2     Div  Chap        h   separate  companies 
Asst  Div  Chap 

9  Bde  Chap        For  each  Brigade 

Asst  Bde  Chap 
Asst  Bde  Chap 

2     Div  Arty  Chap 

Asst  Div  Arty  Chap 

2     Sup  Com  Chap 

Asst  Sup  Com  Chap 

1     Engr  Chap       Engr  Bn  and  Sig  Bn 

1    -xCav  Chap         Cav  Squd  and  Aviation  Bn 

1    -xArmor  Chap       Armor  Bn  and  ADA  Bn 

7.  If  20  chaplains  were  assigned  to  Division,  only  one  man  would  be 
double-slotted,  and  2  of  the  Brigades  would  be  given  their  h   men.  As 
shortages  appear,  they  would  be  made  in  Brigades  (down  to  3),  in  Sup 
Com  (down  to  1),  etc.  These  decisions  would  take  into  consideration 
such  matters  as:  Chapel  location,  Eattalion  location,  Battalion  size, 
Battalion  mission,  Denominational  breakdown,  and  Chaplain  Rank.  Over 
against  the  proposal  in  your  study,  this  would  seem  to  be  easier  in 
implementation  and  as  effective. 

M.  KENNEDY 
laplain  (LTC),  USA 
Division  Chaplain 

*  would  also  have  "mobilization  assignment". 
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DEPARTMENT  OF  THE  ARMY  ^ 

HEADQUARTERS  25TH  INFANTRY  DIVISION 

APO     SAN   FRANCISCO         96557 


. 


TIiCH  23  October  1973 


Chaplain  (MAJ)  David  W.  Williams 

USACHCS,  Box  149 

Fort  Hamilton,  N.Y.   11252 


Dear  Chaplain  Williams, 

Thank  you  for  writing  and  considering  the  25th  Infantry  Division  as  you 
formulate  your  study.   I  remember  you  from  the  Dom  Rep  and,  also,  I 
believe  you  were  in  the  Basic  Course  while  I  was  in  the  Advanced  Course. 
It  is  a  pleasure  to  hear  from  you. 

I  am  a  firm  believer  in  the  validity  of  our  present  doctrine.  The 
Chaplains  authorized  in  the  Division  should  be  assigned  to,  and  operate 
in,  subordinate  units.   The  Division  Chaplain  should  coordinate  and  super- 
vise their  collective  efforts  to  insure  denominational  area  coverage. 
The  nature  and  extent  of  his  supervision  should  depend  on  the  desires  of 
the  commander,  the  situation,  and  the  number  and  denominations  of  the 
chaplains  available.  The  chaplain  must  be  designated  a  personal  staff 
officer.  FM  16-5  contains  details  on  the  employment  of  the  chaplain  of 
the  Division.   This  document,  authored  by  Chaplain  (COL)  William  G. 
Devanny  and  later  refined  by  Chaplain  (COL)  Daniel  T.  Say lor,  states 
our  doctrinal  position  in  a  brilliant  manner. 

We  have  seventeen  (17)  Chaplain  spaces  in  the  25th  Infantry  Division. 
If  these  sixteen  (16)  other  Chaplains  were  assigned  to  the  Division 
Headquarters  and  Headquarters  Company  and  OPCON  to  the  Division  Chaplain 
the  following  would  result: 

1)  Loss  of  unit  identity  between  the  Chaplain  and  subordinate 
command . 

2)  Loss  of  religious  identity  between  the  Chaplain  and  the  indiv- 
idual soldier. 

In  addition,  the  following  principles  of  staff  organization  would  be 
violated: 

1)   Delegating  decision-making  authority  to  officers  commensurate 
with  their  assigned  responsibility. 
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23  October  1973 


Chaplain  (MAJ)  David  W.  Williams 

2)   Establishing  an  effective  span  of  control. 

Thank  you  again  for  considering  the  25th  Infantry  Division  as  you  prepare 
your  study.   Best  wishes  to  you  for  a  successful  school  year  at  Fort 
Hamilton. 


PATRICK  H.  OTDE 
Chaplain  (LTC)  USA 
Division  Chaplain 


in 


DEPARTMENT   OF  THE   ARMY 

HEADQUARTERS  2D   INFANTRY   DIVISION 

APO  SAN   FRANCISCO     96224 


W> 


2  Hov ember  t?73 


Lain  [rkj]   David  W.  Williams 
:  : 
Box  149 
Fort  Hamilton,  Mew  York   11252 


Dear  Chaplain  filliams: 

J  have  been  the  Division  Chaplain  for  the  2d  Infantry  Division  only 
since     ember  and  this  is  my  first  assignment  at  the  Division  level. 
"ence,  T  feel  somewhat  limited  in  experience  to  adequately  comment  on 
the  r  Lfications  of  your  research  project  proposal.   However,  T  wil] 
dad]     ntion  a  few  arens  that  I  suspect  would  present  some  problems 
under  the  proposed  system  of  centralized  chaplain  assignments  in  l.irht 
of  ;ny  brief  experience. 


The  basic  problem  area  inherent  in  such  a  system  would  appear  to 
looseness  of  definition  especially  in  the  area  of  responsibility  and 
accounl  bility.  Hence,  such  specific  problems  as  are  raised  by  the 
following  questions : 

How  important  is  the  chaplain's  sense  of  belonging? 

ecoraes  responsible  for  providing  the  individual  chaplain  with 
rtical  support,  a  vehicle,  vehicle  maintenance,  fuel,  and 

Who  evaluates  the  individual  chaplain  by  writing  his  OER  rating? 
There  are  many  more  examples  that  could  be  used  but  I  feel  certain  th"t 


■ 


see  the  particular  problem  that  I  am  trying  to  bring  to  ligl  t 


y  that  I  could  not  be  of  further  assistance  to  you  in  your 

rrro.ject.  Good  luck  v/ith  your  research  paper. 


Sincerely, 


ALFRED  T.  FORREST 
'Chaplain  (LTC),  USA 
Division  Chaplain 
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30  October  1973 


CH  (MAJ)  David  W.  Williams 

USACHCS 

Box  149 

Fort  Hamilton,  N.  Y.  11252 


Dear  Chaplain  Williams: 

Following  is  my  feelings  regarding  the  assignment  of  Chaplains  within 
the  division. 

The  major  problem  facing  most  Division  Chaplains  is  providing  adequate 
coverage  to  all  units  assigned  and  attached  to  the  division.  The  2d 
Armored  Division  is  authorized  20  Chaplains  and  presently  has  13  assigned, 
which  I  understand  is  about  the  same  number  the  other  divisions  have 
assigned.  With  the  current  policy  of  assigning  all  Chaplains  to  a  unit, 
and  the  unit  commanders  normal  reluctance  to  release  a  man  to  provide  more 
than  limited  area  coverage,  some  units  receive  intensive  Chaplain  support 
while  others  are  severely  neglected.  This  situation  is  compounded  by 
some  commanders  misuse  of  "my  Chaplain"  which  further  limits  the  Chaplains 
ability  to  best  meet  the  moral  and  spiritual  needs  of  the  whole  command. 

The  area  coverage  problem  is  even  more  accute  during  the  time  of 
hostilities.  Every  commander  fights  to  keep  his  Chaplain  with  his  unit  as 
he  feels  his  unit's  needs  over  ride  all  other  considerations  and  this 
limits  the  senior  Chaplain's  ability  to  insure  coverage  for  all  units. 
This  commander  is  willing  (usually  grudgingly)  to  share  his  Chaplain  just 
enough  to  get  a  Chaplain  of  the  opposite  faith  (Protestant  or  Catholic) 
to  in  return,  minister  to  his  troops.  I  saw  this  condition  in  Vietnam  and 
know  it  resulted  in  a  number  of  units  rarely  being  ministered  to  by  a 
Chaplain. 

For  the  most  effective  utilization  of  Chaplains  and  the  best  coverage  for 
all  units  both  in  times  of  hostility  and  peace,  I  feel  that  all  Chaplains 
should  be  assigned  to  the  Division  Chaplains  Section. 
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AFVBCH  30  October  1973 

CH  (MAJ)  David  W.  Williams 

There  is  a  related  problem  which  surfaces  with  the  Chaplains  being 
assigned  to  the  units  and  that  is  regarding  the  use  of  the  TO&E  property, 
especially  the  vehicle  and  typewriters.  Each  Chaplain  is  authorized  a 
1/4  Ton  Truck  with/Trailer  which  means  there  are  20,  1/4  Ton  Truck  and 
Trailers  TO&E  for  Chaplains  in  the  division.  At  present  a  number  of 
unit  commanders  have  pulled  these  vehicles  away  from  the  Chaplains  leav- 
ing the  Chaplain  with-out  transportation.  Of  the  20  vehicles  listed 
in  the  TO&E  for  Chaplains  only  9  are  now  available  to  the  Chaplains  for 
their  use.  The  use  of  typewriters  is  slightly  better.  The  assignment 
of  all  Chaplains  to  a  single  section  with  all  TO&E  equipment  assigned  to 
the  section  would  insure  that  all  Chaplains  have  the  equipment  necessary 
to  accomplish  their  mission. 


I  hope  this  has  been  helpful. 


Sincerely  yours, 


fjr  JOSEPH  A.  MAKSsjuANKb 
Chaplain  (LTC)  USA 
Division  Chaplain 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS,  ID  ARMORED  DIVISION 
APO    09039 


1      October  I?' 


v±d  W.  Williams 
Chap] 9  In  School 

■•)■■   ": 

ton,  New  York  11252 


r   Chaplain  Williams: 
following  thoughts  may  be  useful  in  writing  your  paper: 


" 


1.  Advantages  of  assigning  all  chaplains  to  Division  Headquarters  and 
any  and  0PG0N  to  brigades: 

Facilitate  coverage  in  time  of  combat  when  a  chaplain  casuality 
i.t  sustained. 

b.  .Illow  the  Division  Chaplain  to  rate  all  chaplains  in  the 
'  sion. 

a.  Centralize  control  of  supplies  and  equipment. 
"■■ '.         ages: 

n.  Eliminates  unit  integrity,  chaplain  becomes  simply  a  visitor  to 
[1   service     ;  deal  on  an  impersonal  basis  with  individual's  problems. 

b.  Presents  a  tremendous  problem  concerning  equipment  and  vehicles  - 
they  maintained  HHC  at  Division  or  at  the  unit? 

c.  It  is  against  the  philosophy  of  de-centralization  which  is 
Mt-'  thing  in  the  field  these  days. 

d.  Eliminates  building  of  programs  for  particular  units  during 
)eacetime.  Commanders  and  troops  want  their  chaplain  to  do  their  work  with 

4 -heir  unit. 

e.  A  15  to  17  Division  Chaplain's  Section  lends  itself  to  emoire 
building  and   a  Division  Chaplain  can't  supervise  that  many  people  -  ou 

r  control  and  supervision  is   5  -  7  people  at  best. 
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Chaplain  (MAJ)  David  W.  Williams 


15  October  1973 


f.  Chaplain's  Assistants  would  be  competing  for  slots  and 
promotion  in  a  company  they  rarely  would  visit.  This  was  tried  in  R1 
with  the  advisory  team  chaplain's  assistants  slots  controlled  by  Special 
Troop?,  USARV;  Special  Troops  personnel  got  the  allocations  filled  first. 

kr,   you  can  see,  I  am  opposed  to  such  a  plan.   In  USAREUR  we  live  in 
garrison  cities,  not  on  a  single  post.  I  can't  really  see  how  such  a  plan 
could  be  more  advantageous  than  assigning  our  chaplains  to  brigfides,  bettei 
1  enough  '.'.roop  chaplains  to  assign  down  to  battalion  sized  units. 

Our  DI7ARTY  and  0130 OM  chaplains  sense  frustration  in  coverage  of  bl 

in  all  our  garrison  cities.  Area  coverage  is  a  good  ic 
ally  would  be  better  to  have  unit  coverage  nailed  down  not  just 

n   ;:  al. 

Sincerely, 


y&tov 


RICHARD  VI.  MANSUR 
Chaplain  (LTC)  USA 
Division  Chaplain 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS  1ST  CAVALRY  PIVISION 

FORT  HOOD.  TEXAS      7?3#5 


AFVA-CH  11  October  1973 


Gh  (MAJ)  David  W.  T&lliams 

U5ACHCS 

Box  1U9 

Fort  Hamilton,  New  York   11252 


Dear  Chaplain  Williams 5 
Grace  and  peace! 

First  thoughts:  In  a  nuclear  environment  —  troops  and  chaplains  have 
a  greater  potential  for  survival  in  wide  disbursement.  Chaplains  dis- 
bursed with  units  (Bn  -  Bde)  would  be  more  feasible  and,  I  think,  workable. 

In  garrison:  The  pastors  should  closely  identify  with  people  and  units 
in  order  to  build  a  parish  posture  in  each  Bde  or  major  command  area. 
This  is  being  done  in  the  1st  Cav  to  include  supplementary  Sunday  Schools 
in  each  Chapel  area  or  major  command  area. 

Presently  our  thoughts  are  contrary  to  such  a  procedure  as  Div  Hq  Co 
assignment  -  however,  we  favor  a  'Combat  Chaplain  Team'  to  quickly  be 
available  to  move  to  a  large  area  of  need  in  a  hostile  and  nuclear  en- 
vironment. 

Hope  this  assists  you  in  your  project. 


CONRAD  N.  WALKER 
Chaplain  (LTC),  USA 
Division  Chaplain 


*ua/  AJ>*'£'/U/^C'*    ^^Lh^J  \As&vt 
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